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ABSTRACT

Executive Leadership requires a combination of skills be employed to help develop a successful
leader. One such required kill is the ahility to study trends in the business world and envison a
practica usefor that trend in aleader’ s organization. One of the latest managerid trendsin today’s
workplace is the successful implementation of coopertive labor/management partnershipsin service
ddivery. Employing dl of the vast resources employed by an organization has led to improved service

ddivery in many public sector organizations.

Private sector organizations have learned through the use of tota qudity and team participatory
management --which was driven with the desire to improve customer service through the provison of a
better find product-- that employees empowerment is essential. Public sector unions such as American
Federation of State County & Municipa Employees (AFSCME) and Nationa Education Association
have learned through the necessity of improving their ability to provide their services that qudity and
team management isessentid. It isimportant to determine if the fire service has recognized the need to

implement this management change.

In an atempt to provide fire service leaders with an understanding of this trend, to discover if it
has found a use in the fire service and to demondtrate its benefit to the service, this paper used an
evauative research methodol ogy which included a nine-question nationwide survey to determine current
trends in fire service cooperative labor/management. The following



questions were used to andyze this trend and its effects on the fire service:

1. What is cooperative labor/management and why is it a growing trend?

2. |s cooperative labor/management being used in the fire service?

3. Would cooperative partnerships be a benefit to the fire service?

Mogt data was obtained through the use of recently published periodicds and government
reports. The survey results demonstrated a partia use of cooperative partnerships. Also obtained
through the readings were stes of many working examples in both public and private sector
organizations. The literature and study results provide examples of many benefits to the fire services that

use cooperative teams.

In preparing for the future, it is essentia that today’ s fire service leaders improve how they
provide their service to their customers. Cooperative labor/management partnerships provide asystem
that empowers dl employees thereby enriching an organization’s resource pool. To be compstitivein
today’ s service delivery, market managers must tep al company resources which includes dl of their
employees. Cooperative labor/management partnerships develop an organizationd system to build a

team oriented organization that will be able to compete in the future,
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INTRODUCTION

Labor rdationsin the fire service have involved strong-minded individuds with agendas thet
usually separated labor and management into adivided organization. Each side would take a position
that seemed to be completely opposite from the other with little or no middle ground. Therewasa
divison that created a“ blue shirts” versus “white shirts’ mentality. Greater divisons and adversaria
rel ationships were created with this philosophy when there were budgetary condtraints requiring

reductions and service changes.

Private sector organizations have learned through the use of total quality and team participatory
management --which was driven with the desire to improve customer service through the provison of a
better find product-- that employee empowerment is essential. Public sector unions such as American
Federation of State County & Municipal Employees (AFSCME) and Nationd Education Association
have learned through the necessity of improving their ability to provide their services that qudity and
team management is essentid. It isimportant to determine if the fire service has recognized the need to

implement this management change.

In an attempt to provide fire service leaders with an understanding of this trend to discover if it
has found ause in the fire service and to demondtrate its benefit to the service this paper used an
eva udtive research methodology which included a nine-question nationwide survey to determine current
trendsin fire service cooperative labor/management. The following questions were used to andyze this

trend and its effects on the fire service:
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1. What is cooperative labor/management and why is it agrowing trend?

2. |s cooperative labor/management being used in the fire service?

3. Would cooperdtive partnerships be a benefit to the fire service?

BACKGROUND AND SIGNIFICANCE

Mesting the demands of providing quaity service with decreasing funding is a chalenge thet
requires innovative management. Cooperative labor/management is a philosophy that demands
participation of al employeesin a collaboration of skills and knowledge sharing to produce the best
services and products for both internd and external customers. Employee empowerment is awell-used
term that redly means involving everyonein the organization in every agpect of service delivery through

open communication, trust and decison making authority.

The paramilitary belief that the fire service was developed under has long outlived its usefulness.
The military has changed its management style when it was required to provide amore cost efficient
sarvice. Thefire serviceisrapidly being required to operate as a business and consider how the end
product is ddlivered and at what cost. Cooperative |abor/management has become atool used by

private and public sector organizations to improve its product and services. It istimethefire service
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follows this management style and considersitsaf asabusinessthat is required to efficiently ddiver a

high quaity service, as cost effective as possible.

Changing the leadership style of an organization is atask that requires awell developed plan.
The Executive Leadership program provided abasis to start development of managing change. This
research project is designed to provide additiona examples and judtifications to help initiate change with

afocus on involving dl the employeesin the organization.

LITERATURE REVIEW

A new eraof labor-management relations is emerging as we draw closer to the 21t century.
Based on experiences at innovative work placesin both the public and private sectors, many managers,
workers, and their unions are scrapping the traditional adversaria way of doing business and opting for
amoreinnovaive and civilized way of working together through labor-management cooperative efforts.
They are looking a and experimenting with new ways to create high performance workplaces where
employees and their unions are involved in finding solutions to arange of problems and improving the

workplaces, services and products.

This works because it has been proven that workers know more about their jobs than anyone

else. These employees, when given the opportunity and encouragement, are willing and eager to



Page 8

contribute ideas for making their jobs more productive. “A modd to achieve high performance
workplaces has three basic principles. (1) satisfaction of citizens, (2) to seek continuous and long-term
improvement in al organization’ s processes and products, and (3) totaly involve employees and their

unionsin the process of change (AFL-CIO, 1994, p.1).”

Businesses have found that cooperative labor/management has improved their ability to compete
in the globa economy. They note that they must stop viewing their labor and management as an
adversarid relationship.

“Lifein the American workplace is changing. Industries are caught up in awhirlwind of

experiments with employee involvement, problem-solving teams, autonomous work

groups, and participative management. Along the way, worker empowerment has become

part of the lexicon of some of America s toughest CEOs (Bender, Leone, 1994, p138).”

Cooperative labor/management is devel oping a standard operating procedure thet requires
aliances between groups that had limited interest in cooperation in the past. Joint ventures are now
developed that require al participants to view each other as partners. “Community policing is helping to
build bridges among groups that have been adversaries in the past (Linden, 1995, p 67).”

Organizations are learning to work in a seamless environment, developing cross-functiona teamsto
replace isolated departments and functions. This system shifts the importance from internd activities to

outcomes. Delivery of the service at an efficient leve is stressed.
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“An examination of unfolding developments points to what may be termed the cregtion of a
three-tracked system of |abor-management relations (Bender, Leone, 1994, p 143).” Thesetracksare
described asfollows:

Track |, traditional labor contracts

Track |1, employee involvement in decison making process.

Track 111, joint unionmanagement committees
Organizations are continuing to operate in each environment; some may implement al three while others
are moving toward primary use of just one. It is dependent on the organization’s concern with
outcomes as to whether they are moving away from Track | toward Track Il or 1l1l. Asan example, the
City of Berkdley, Cdifornia hasimplemented Track |11 as a proactive attempt to prevent layoffs. They
established three labor- management committees that have budget oversight, a core group to work on
non bargaining issues and a Tota Quality Management group. These three teams worked together in
1992- 1993 budget year to prevent 85 layoffs with more than 200 pages of suggestions from the

employees on how to improve the organization cooperatively.

A better way to understand what cooperétive labor/management is, isto think of it asa
voluntary process of labor and management working together with common goal's of anticipating and
resolving mutual problems and improving their day to day working relationship. Thisrdationshipisa
better way for government organizations to meet their obligations using public worker knowledge from
every level and replacing the traditiona methods of service ddivery, personnd and adminigtrative

systems, styles of supervision and communication, and collective bargaining gpproaches. Thisadso
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lowers the confrontational methods of operating and requires dl personne from eected officids,
managers and union leaders, to focus on common tasks. Using employee participation from the bottom

to the top enforces the beliefs that cooperative labor management can work.

Today' s society is more concerned about the level of service they receive and if the service's
costs are judtified. Cooperative labor/management is a system that works to provide better service
through speed of ddivery, expanded scope and improved responsiveness to customers. It promotes
cogt effectiveness through money being better spent and a better quality of life for the employee with
improved involvement, opportunitiesto learn, and job security. It aso reduces conflicts, alows for
flexibility in contracts and emphasizes mutua respongbilities for service improvements. Understanding
what cooperative labor/management is and how it affects al involved, is a start to understanding why it

IS needed.

A question in HR Focus asks John T. Dunlop, former Secretary of Labor, “isit possible that
labor and management could get dong better?” His response starts the understanding on why we need
cooperative labor/management.

“Firgt, management and union-labor relationsin the United States are significantly more
hodtile than in any other Western country. Second, | do think that it is possible to build a
much more cooperative relationship that supports what we are trying to do in the
workplace (Y arborough, 1994, p.23).”

His view isfrom an experience pogtion that we may perceive but do not fully understand. Former
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New Jersey Governor Florio, while working as a co-chair of the Task Force on Excdlence in State
and Locad Government through L abor-Management Cooperation, listed severa areas that the
committee would look a. The two most important were dealing with collective bargaining and dispute

resolution.

Cooperation is needed to develop a system that brings the notion of customers into the public
sector including customers both internal and externd to an organization. The people who receive
services provided and the customers of other public-sector agencies, divisions, departments and co-
workers. These cooperations can and should be established through the use of Quality Services and
Tota Qudity Management concepts. Traditiond management paradigms such as the thinking of union
and management officias that their most important job isto control the other must be replaced. This
needs to be shifted to a sense of partnership with labor and management over strategic direction of the
organization. Japanese management developed a paradigm that lists severa key points required to be
successful in today’ s cooperative environment.

[ | Management should rely on wisdom of the people at the bottom of the organization

[ | Mativation and commitment of the mgority are more important than the motivation and
commitment of afew.

[ | Information should be shared among the members of the organization.

[ | Employees are active participants in the organization and they should, therefore, share its fruits.

These points are not for the private sector only. They have found successes there but must be dso

considered in the public sector.
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“No one knows better than frontline public workers how government bureaucracies can

get in the way of providing the public with good, efficient services. Outdated rules and

regulations, bloated adminigtration, multiple and poorly coordinated programs and top- down
reform efforts that fail to address the red problems or never reach theworksiteare  just some of the
problems that public employees encounter asthey try to provide effective services
(AFL-CIO 1994, p. 13).”
The current environment places public employeesin adifficult postion. They are often inaccurately
portrayed as the problem that needs to be cut. Y et nobody is more frustrated with bureaucratic
inefficendies than front-line workers who know how to improve the ddlivery of public services and the
work they do for the community.

“The mogt profound indght of the past few years for many public-and private-sector  leaders
isthat their primary limitations lie instead in the ways they have organized work. The principles
on which we have built our mgor government and business organizations produce ahighly
fragmented organization, keyed to separation between departments,  separation of line and steff,
separaion from its consumers, separation from suppliersand  vendors (Linden, 1995 p.68).”

Seamless government agencies are putting the pieces back together and learning to organize in aholistic

way.

Unions have to be completely involved from the start and continue through the process. They
mug involve thelr entire membership. “The individuas themselves have got to be involved with any

change that takes place (Bonner 1996, p.15).” Without their involvement, employees will not accept
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these changes deeming them to failure. One problem, especidly in the fire service, isthat union
members are more likely to wait until a criss before they redize thereis aneed to get involved.
Additionaly, union leaders moving in this direction are not supported by their membership because they
fed that management isnot sncere. They must look beyond that thinking and consider that thisisan

opportunity to gain control of their future.

To properly gain control employees mugt shift their focus from only the activities they perform to
controlling the results of their actions. Those who work together can't control the results of their work
when they are not organized for results. If they organize around outcomes they will find that they can
control the results far more than they ever imagined. This cooperative participation empowers the
employee, placing them in awork environment conducive to employee growth and satisfaction. It

cannot work without the cooperation from managers and trust from the work force.

Managers need to be enablers, coaches or advisors, mentors and not commanders. Today’s
managers need to change their thinking on how processes should be developed and used. They must
involve the shop floor workforce in the creative end of the business, to draw on both their heads and
their hands and learn to trust them as human beings, not merely as input to the production process. This
leads to organizations that are flatter. Managers must provide their employees with the necessary
training and toals, then remove themselves from the process | etting the people do the work.
“Employees in these kinds of organizations are turned on to the work, this is a momentous cultura

change for both [abor and management (Bonner, 1996, p.22).” Workers, whether they are managers
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or on the front line want to be directly involved in the decisons that affect their jobs and enable them to
reap the benefits of the organizations. * Given encouragement and opportunity, employees are willing
and eager to contribute ideas to make their jobs more interesting and more productive (Bonner, 1996,

p2).” Thisenvironment can lead to a high performance workplace.

There are three basic principles required to develop a high performance workplace: satisfaction
of citizens, congtantly seek continuous long term improvement in al the organization’ s processes and
products, and totaly involve employees and their unionsin the process of change. Management and
unions must continualy work together to develop a cooperation and involvement of everyone. They
must encourage innovation in al agpects of the process and create a shared vison of what the
organization can become and how to get there. “From the school house to the fire house, agrowing
number of state and loca governments are forming cooperative workplace partnershipsin an effort to
transform their public agencies to customer-responsive organizations better equipped to serve citizens

(United States Government, 1996, p. 13).”

Educationa systems have proven to be a breeding ground for thistype of radica change.
Change cannot be mandated from the top down and be successful in education. A two-step process
has been used to create this systlem. Firdt, the professondism of educators and staff is upgraded.
Second, authority is shifted down to the school site where learning occurs and into the hands closest to
the students. “This process, called school-based management/shared decision making, has been

embraced by unions of teachers and school staff, and by dmost every educationa commission reporting
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in recent years (AFL-CIO, 1994, p.13).”

The fire service has learned, on alimited basis, that it often makes economic sense to organize
public services on ametropolitan basis, fire fighting is one of these services. Suburban homes are often
located closer to a neighboring town’ s fire sation than one of their own. Recognizing these advantages,
the International Association of Fire Fighters (IAFF) Loca 439 in Phoenix, Arizonaworked with city
adminigtration to set up metropolitan fire fighting Sructures. It includes the city of Phoenix and dmogt dl
the surrounding jurisdictions. Thereisajoint command structure and acommon training sysem. The
departments involved use joint purchasing and dispatching realizing economy of scalesin these areas
saving their organizations money. The single digpatch center dlows for closest unit responseto acal no
metter the jurisdictiona boundaries. “ The result has been millions of dollars in savings and upgraded

insurance ratings for dl cities (AFL-CIO, 1994, p. 39).”

Phoenix’ s fire department successfully bid againgt a consortium of seven ambulance companies
for transportation services. They have lowered the response time and cost of service to the public.
These enhancements have been recognized by Fortune magazine which noted that this could not have

been accomplished without extensive employee involvement.

Phoenix is one example; Burlington, Vermont is another. If management is not willing to treet
labor as a partner in negotiating and governing, it isvirtualy impossible to make progress on any

collaborative venture, at the negotiating table or in the workplace. Labor relations had been so bad in
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that town that they once threw the Mayor out of the fire station. They received a grant from the Federa
Mediation and Conciliation Service to review the environment in which they worked. Their andyss
developed common ground and created a cooperative work team between the fire fighters and the
mayor. Through two years of growth, trust developed and a good working relationship was
edablished. Thiswas short lived. The mayor’s office changed hands through the election process. The
new mayor did not understand the process. “They rebuilt the stone wall and we rebuilt ours, so rather
than st down and talk during negotiations they fought over everything stated union president Michael

O Nel inan atidein Governing. “Each wound up spending thousands of dollarsin legd feesand

accomplishing nothing.”

Saturn is perhgps the most dramatic example of labor/management innovation. 1t isaworking,
vibrant operation with approximately 6,500 employees who participate in every aspect of operating the
plant. They have desgned afavorable work environment both insgde and outside of the plant. They
treat their customers both interna (workers) and externa (car buyers) as the most important assets of
the organization. They used a dtrategy that recognized that the union and the company had numerous
shared interests and it encouraged the formation of partnerships. Thisisamaor change in corporate
thinking. It has dways been important to treet the customer favorably, now it has been discovered that
treating employeesisjust asimportant. The product of this change is an externd customer with higher
satisfaction levels and interna customers rgjuvenated by their increased participation in product and
sarvice ddivery.

Employees are now empowered and supplied with al the knowledge and skills required to
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make participatory decisions as compared to top-down tightly controlled management. Work is
organized in teams with traditional organizational lines cut and managers working as coaches instead of
functiona departments with defined boundaries, narrow scope and limited responsibilities. Workers are
viewed as assets with a culture that supports that belief epecidly involving employee needs a work and
a home where,, in the past, cost was the most important issue in an impersona anti sengitive culture.
Thereis now a continuous striving for innovation and improvement in the quality and timeliness of
services as compared to sequential innovations which rarely occurred and were never shared between
departments. Finally, qudity and customer needs are the mgjor drivers of change with zero defectsasa
god while qudity is continuoudy being measured by dl involved, where nomind defect rates were
accepted and quality ingpections were only done on the final product. This new workplace requires
employee participation from gart to finish. It demands dl involved to change their thinking from
traditional management and create a process for addressing problems cooperatively so services may

meet today’ s needs.

There are three d ements devel oped through team building that make it successful.
“It isa philosophy that espouses mutudity of interest in the operation of an organization
in accordance with the values of a democratic society. It isan attitude that vauesand  nurtures
an open dimate conductive to mutud sharing of information and the building of trust. It isa process
that provides a vehicle for participation in problem solving and - decison making to improve the

effectiveness of an organization and enhance the quality of work life (AFL-CIO, 1994, p. 2).”
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From these three dements, many positives can develop to support this environment.  Employment
security is secure when members are assured they will not be adversely affected when initiating change.
Management and unions become full and equd partnersin the change effort and daily operations.
Information iswillingly shared through open communication. Power is shared through the organization
with power delegated down. Members become committed through their involvement. Petience for

change is developed as al members become understanding of the process and its long term objectives.

Commitment to this process will create high performance workplaces. These workplaces will
effectively use dl organizationd resources, develop concern for the quaity of products and services,
develop non authoritarian management styles, increase the use of leading edge technology which will
expand the skill, knowledge and insghts of personnd. It will so create an independent source of

power for workers that protects employee interests in the workplace.

Where cooperative labor/management in public safety has been implemented, improvements
have been made in the following areas as noted in Working Together for Public Service, areport of
the U. S. Secretary of Labor’s Office.

[ | More services to community with same workforce

[ | More responsive to neighborhood

[ | More crime and fire prevention activity

[ | Shared resources & taents for specific needs

[ | Increased coverage to problem areas
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n Reduction in incidents

n Better vehicle invesments for effectiveness

[ | Better costing/charge back for specid events
[ | More equitable pay system

[ | Less confrontationa bargaining

These types of improvements can only be accomplished when organizations learn how to
communicate with each other, vaue and involve dl levels of employees, work as ateam and work

collaboratively.

“A new generation of public sector union leaders seem just as cgpable of playing hardbdl,
certainly, but they are much less interested in engaging in the same old games. 1t does not stop them
from dill getting mead but instead of trying to get even they are getting creative; instead of being purely
reective, they are getting more active, shaping new initiatives rather than smply fighting the system

(Walters, 1994, p.44).”

Summary
This literature review defines cooperdtive labor/management and examineswhy it is successful
and expanding in private and public sector organizations. It lists and explains the benefits to fire service

organizations who implement the srategy. Thisreview wasonly ableto dte two examples of fire
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service use of this style of management through the readings. To further examine fire service use,

andysis of the survey datais required.

PROCEDURES
I nstrument

There was very little textud materia avalable on this subject. It has been well published in
periodica literature and government reports, so dl references were of thistype. They weretimey in

nature with actud studies and surveys of working systems as resources.

A nine-part questionnaire was developed and used to determine if the fire service isusing
cooperative labor/management philosophies and if they are, in what management aressisit used. It dso

studied these trends based on size of organizations and their location in the United Sates.

Population

A nationwide sampling of 120 fire departments was conducted by mail. The survey sample was
congtructed with the desire to sudy small, medium and large organizations throughout the country. For
this study, only career organizations were used. A smdl department served a population base of less

than 100,000, medium 100,000 to 250,000 and alarge department served more than 250,000 people.
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Assumptionsand Limitations

It is assumed that al respondents would answer the questionnaire honestly and to the best of
their ability. Some questions were not completely understood by a small minority of respondents and
when this occurred their responses were withheld from the anadlysis. A limiting factor of the survey was

the use of career departments only.

RESULTS

This survey was created to determine if the fire service is using cooperative labor/management
techniques and if 0, what areas of management are using thisstyle. It was aso used to determineif
there are any trends in implementing this style of management based on department size or location.

Appendix 1 isacopy of theinsrument used and Appendix 2 isagraphica presentation of the results.

A totd of 120 departments were sent an initia survey. The respondents were asked to return
the completed survey viafax tranamisson. Thisresulted in areturn rate of 36%. Thiswas determined
to not be alarge enough sampling to study. A second request was sent to the departments that did not
respond thefirg time. This request included a salf addressed stamped envelope. The combined results

provided 77 returned and usable surveys which equaled a 64% return rate.

The firgt question asked was used to determine how the departments perceived their own
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current management style as either democratic or autocratic. The result was 25 (32%) used an
autocratic style as compared to 45 (58%) who were democratic in their belief. Seven (9%)
departments Stated that they used both styles. Further examination showed that autocratic style was
predominantly used in the Northeast (40%) and the Midwest (32%) areas of the country. Department

sze was not afactor in who used thisstyle. Use of a democratic style was even throughout the country

and by department size.
STYLE OF MANAGEMENT
Style Area of the Country
Northeast M idwest South West Total
Autocratic 10 8 3 4 25
Democratic 14 9 12 10 45
Both 3 2 1 1 7

The next two questions attempted to establish the environment that these organizations
work under, were there unions and was binding arbitration arequirement. Union representation was
present in 71 (92%) of the departments. The International Association of Fire Fighters represented dl
but two of those unions. The binding arbitration question was divided evenly with 39 required to use it
and 38 not required. Larger departmentsin al areas of the country are where binding arbitration was
found to be most prevdent. The South had the highest non-use while the department size had no

correlation.
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BINDING ARBITRATION

Department Size
Large Medium Small Total
Use 18 12 9 39
Not Used 14 12 12 38

Question number four asked whether cooperative labor/management teams were used. One or
more teams were used by 60 (78%) departments responding while 17 (22%) reported not using teams
a al. Therewas no obvious difference between department size and area of country when that was
consdered while examining the use of teams. To further examine this data a comparison of use and
non-use of teams was correlated with management style. Of the departments who used an autocretic
style of management 15 (62%) functioned with teams. Where organi zations employing a democratic

style 39 (87%) used teams. There were six departments that reported use of only one team, which was

ey,

To properly analyze voluntary cooperative labor/management for this paper these responses
must be considered as not using teams, because safety committees are required by the National Fire
Protection Association (NFPA), Ocupationd Safety and Hedlth Adminstration (OSHA) and by most
unions. Using thisrationa, the number of departments using teams reduces to 54 (70%) as the number

not using teams increases to 23 (30%).
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USE OF TEAMSBY MANAGEMENT STYLE

Style TEAMS NO TEAMS
Autocratic 15 10
Democratic 39 6
Both 6 1

The next two questions were for the departments using teams. They inquired in what areas of
management were teams used and for how long have they been used. As an average, departments had
working committees covering an average of 5.5 management topics. The areas that had the most
participatory management were Safety, Communications, Standard Operating Procedures, Rules and
Regulations, Contract Issues, Training, and Discipline. The average number of years that teamswerein
usewas eight. Other areas where teams are used Testing, Operations, Logistics and Purchasing,
Customer Service, Public Information, Adminigtration, Diversity, EMS, Fair Practices, and Physicd

Fitness. These areas had smaller numbers of participants and averaged two years of experience.

Question seven was asked to determine if responding fire agencies were aware of other city
departments using cooperative labor/management. There were 29 (38%) that were aware of teams
being used, 24 (31%) said no teams were being used and 24 (31%) were unsure. To further examine
this data, a comparison between departments that do not use teams and other departmentsin the same

towns that do use teams reveded that 34% of those cities had teams established in other agencies.

The eighth question asked if a department was not using teams, were they planning on
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implementing the use of them in the future. Of the 17 not using teams 10 (59%) were not planning on
implementing teams, 5 (29%) thought they might in the future while 2 (11%) were unsure. Half of the

organizations not planning on implementing teams in the future were categorized as smal departments.

The last of the survey was used to set the demographics of each responding agency.

DISCUSSION

The literature review and survey results have provided interesting information on cooperative
labor/management. In the reading it was shown that this style of management consists of open
communication, participatory management from the bottom to the top of the organization, managers
must learn to let go and become coaches, not commanders. There needs to be more concern for both
the employees and the end product and that the process must address the results through constantly
griving to improve. The relationship between everyone in the process leads to crossing old boundaries

with helping each other being the norm; not building walls and hiding.

It was dso learned that this system has worked in the private sector for many years. It was best
demondtrated through the adoption of Total Quaity Management, then refined to forms that we see
used today. Public sector organizations found difficulty understanding this concept when trying to relate

it to service delivery and not production. The push by Presdent Clinton’s administration for reinventing
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government forced private sector organizations to take a second ook at this management style.
Additiondly, budget cuts and financid congraints that were placed on governmental agenciesin the

early 1990s enforced the theory that there was a better way to deliver services.

It was the generd public workers and national educators that first grasped the concept of
cooperatively working to improve the end result. AFSCME members were forced to compete against
the threet of privatization to keep their jobs. With this threat looming over their future, they, together
with their managers, teamed up to reanayze how they were providing services. They involved everyone
from the bottom up, increasing their knowledge pool from just those managers and supervisors to
include the people performing the work. This team work produced more efficient service delivery
taking in the needs of interna and externa customers while congtantly improving the end product. The

result was leaner, more efficient government service that was not as attractive to private providers.

The survey demondtrated that the fire service is sarting to consder using cooperative
labor/management. Traditionaly both the fire and police services have not been affected the same as
generd employee unions. They have been protected by the vell of public safety and a necessity to
maintain their organizations for fear of what may happen if they were reduced. This philosophy is
rapidly losing its strength as fire prevention and improved codes reduce the hazard from fire and the big
firesthat dways fueled the perceived fears become lessin numbers. The homogenous environments
that police and fires have lived in cdled for less change, today’ s public cries for doing more with lessis

changing that environmert.
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Fire departments are understanding that the time for changeisnow.  Eighty-seven percent of
the departments report that they are now, or will be in the future, using teams as part of their
management philosophies. Although many that are usng teams are using them in only afew aress of
management, five. There are at |least eighteen categories that teams could be used in a cooperative
environment. Those who are using teams have been doing it for an average of eight years. The Sudy
shows that there is ill room for growth. Thirty-two percent of respondents consider their organizations
management style to be autocratic. There could be different definitions of autocratic as demondrated
by the high number of autocratic managers using teams, Sixty-two percent. Additionally, there were
fifteen democratic organizations that reported not using teams. There isroom for interpretation asto a
full understanding of the styles and use of teams. If teams are not used in amgority of organizationa
aress than there il isthe perception that many departments operate without full participation of al
members from bottom to top.  Organizations that are not using teams have the chance of seeing the
issue forced on them as the survey demondtrated that thirty-four percent of these organizations have

agencies in thelr town or city using cooperative management teams.

Results of successfully implemented labor/management teams have found many benefits arising
out of these unions. Employees have been given the opportunity to become participatory in their job
design. They now have asay in how a product or serviceis ddivered. Employee satisfaction is part of
the equation when developing a strategy to make an organization successful. People are trested asa
person and avital component of ateam. Success of the team is dependent on its members, they

understand that and work together with management to assure success. Everyone involved grows into
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an dl for one attitude and there isless individudism as the need for everyone to succeed becomes a

dominate force.

It is gpparent that the fire service is not Sitting and waiting to be forced to find a different way of
managing their departments. The study results were surprising in that there were such high percentages
of demacratic managed organizations and that there are teams being used in small, medium and large
departments throughout the country. The number of management areas using teamsis low, which
indicates that many organizations are either not sure of the concept or are dow developing full team
management. Thisisthe areathat will need timeto grow. Bédiefs of both the managers and line
personnd will take time to change. Thistype of change is not without gpprehension. It isnot
comfortable to be told what to do and when to do it. It is not comfortable to take aleadership role and
help make those decisons. Given time and the understanding that this style works and can make for

condant improvement of service ddivery, dl employeeswill find arole that they are content with.

RECOMMENDATIONS

Private and public sector organizations have been successful at implementing cooperative
labor/management teams. To make public service more responsive to customer needs, this form of
managing has demondrated its value. Many fire service organizations have arted to use this style of

leadership. They appear to be moving away from a gtrict top down management versus labor
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mentalities which lead to strong adversarid rdationships.

This paper points out the successes that can be achieved through cooperative
labor/management partnerships. It istime that the fire service as awhole takes along look at thisform
of organizationd leadership. The survey did show that there isinterest in this form but it was evident
that only a portion of the manageria areas or topics are using teams to congtruct the future. There
needs to be amove away from the adversarid relationship between the fire fighter’ s unions and
department leaders. The leaders of the future should come from both sides of the organization with no
divisons. If the wdlsthat were built in the past remain in place that organization is sure to find itsdlf

considered as non customer friendly and a burden to the tax payers who support it.

The benefits to the public--the customers-- are dso benefits to the employees. Implementing
partnerships will increase commitment to achieving the agency’s mission that will lead to improved
customer service, efficient productivity and a higher quality work product. These are the qudities that

the customers deserve.

Time, patience, and trust are essential to making a partnership work. The fire service must teke
apage out of the book of other genera public employee unions and implement cooperative
labor/management teams. If afire department is not using teams to manage more than eight subject
aress, such as, operations, adminigration, training, testing, communications, etc., than they are not

properly employing their most vauable asset, their entire workforce,
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Today’ s leaders must take advantage of every tool they have to be competitive in the environment in
which they serve. Thefire service has not had a history of needing to be aggressive and assertive which
ischanging. Asfire agencies expand their scope of service, they develop new arenas of competition; to
be successful in these endeavors a company must develop a better way of doing what they do.
Employing labor/management partnerships provides additiona valuable resources to strengthen an

organization's effort kegping them competitive.
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APPENDIX - A
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COOPERATIVE LABOR/MANAGEMENT SURVEY

In your opinion what type of organizationad management/leadership styleis used by your
fire agency for non-emergency managerid operations?

Autocrétic Democratic

Do you have aunion or organization representing employees?
YES NO

If yes, what organization represents the employees? (IAFF, FMBA, €tc.)

Is your organization subjected to binding arbitration?

YES NO

Does your organization have cooperétive |abor/management committees/teams?

YES NO UNSURE

If yes, what areas do these committees address? (circle dl that apply)

Safety Operdions Adminigration
Communications Rules & Regulations Scheduling

SOPs Traning Logigtics'Purchasing
Discipline Teding Customer Service

Public Information Contract |ssues/Labor Rdations
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6. If you are using cooperative labor/management committees, how long havethey been  active?
(ligt the number of years)

Safety Operations Adminigtration
Communications Rules & Regulations Scheduling
SOPs Traning Logigtics
Discipline Teding Customer Service
Public Information Contract Issues/Labor Relations

7. Areyou aware of any other organizations (in your city or ared) using cooperative

[abor/management teams? (le. Public Works, PD etc.)
YES NO UNSURE

If yes, what groups are involved?

8. If you are not using cooperative labor/management teams, do you envision any teams  being
created in the near future?

YES NO UNSURE
9. Department Information

Name of Department

Population Served Number of uniformed personnel :
Number of companies:
Engines , Aerids , Rescues , Ambulances

Tota number of Alarmsin 1996

Type of organization, (circleone)  Caresr, Combination, Volunteer,

Name of person completing survey

Contact phone number

If you would like a copy of the results of this survey, complete the following lines
Mailing address
OR
Fax Number
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APPENDIX - B
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